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VALUE CE A SOTIOCL TSAGIISR IN CNE TOV/N CN A
c CFOOL con'll TTEE IN ANCTFER TOWN.
As a mer.ber of a school comir.it tee in one toTivn and as a
teacher in another school system, the v.riter has become inter-
ested in the following problem: GA?' A S'GHOCL BOARD IISMBER WHO
IS OR HAS BESl" A TEACHER IN AC^OTHER SCHOOL SYSTW. BE CE VALUE
TO HIS BOARD DUE TO HIS ASSOCIATION WITH THE OTHER SCHOOL
system:?
In making this study, the writer has adopted the fol-
lowing procedure:
1. Several educational works concerning the
duties of school beards have been studied.
2. Letters were written to twenty-five school
board members who are or have been teachers in
another school system, asking them to state
their views on this question.
d. An enumeration 7/as miade of the problemis con-
fronting the writer* s 07/n school board, together
with his resetions and contributions in each
case
.
4. A list was made of the principal duties of
school committees and from the views expressed
by the twenty-five board members and from the
writer’ s own experiences on his board were drav/n
the conclusions v/hi ch embody the major part of
this dixeussion
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5. Throughout, an attempt is made to differentiate
betv/een the duties belonging to the board and those
that should be delegated to the superintendent.
0. There follows at the end quotations from the
answers of the twenty-five board members.
Very many books, psjnphlets, and magazine articles are
written every year stressing the executive and technical
aspects of school administration. The school executive is
fortified with countless educational contributions aimed to
help him to more efficiently- carry on his work. Very few
books, however, are v/ritten for and about school board
members.
The general conclusions of the ansv/ers received from
the several teachers who are also members of school boards were
that such a school board member is of special value because
of his ability to evaluate suggestions of the superintendent
and educational procedures in general, due to his ov/n pro-
fessional experience and outlook, and because he can see and
represent the point of \uew of the teachers v/hich is so often
utterly missing among school board members.
Some of the outstanding problemis which confronted the
writer’s school committee during his term of office and which
necessitated sound and wrell deliberated judgments included
the following:
1. Election of a superintendent.
2. Election, discharge, and retirement of teachers.
3. preperation of annual budget.
4. Transportation of pupils.
5. Building addition to a school.
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6. Crganization of Junior Jligh School.
7. Solution of Seating Problems.
8. Arranging of salaries.
9* Devising and practicing means of economy.
10. Decisions regarding complaints about teachers.
The manner in which the writer met these problems and
his suggestions of solution and procedure were influenced
by his own experience, knowledge, and professional outlook
in education.
CHAPTER 11
THE SCHOOL HOARD AHD THE SUPERIHTEHDEITT
J. C. Morrison’s study reveals that the majority of
school boards think that the superintendent should be lim-
ited to those executive powers v/hich are closely related to
educational fields. They would retain for the board respon-
sibility for executive action on matters connected with
financial and material affairs, including appointment of
janitors, budgeting, and property.
Sngelhardt reports a study of two hundred twenty-five
school board members made in California. Among the basic
duties tc which ninety per cent or more of these men and
women registered approval are these.
1. It should systematize its business, give to
its executive staff full responsibility for executive
details, and devote itself only to oversight and direction
all that is done.
2. It should make the superintendent the executive
officer, give him full power and responsibilities, and hold
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him strictly accountable for the successful conduct of all
departments of the system.
3. With the superintendent’s aid it should define
the functions of every person employed by the district.
4. Members of a board of education are directors
of a large corporation, and should apply the principles of
good cooperative management to educative affairs.
5. Its duty is to see that the schools are properly
managed and not to manage them itself.
6. Since running a school system is an expert
business directed to one end, --the education of children--
it shoulc be managed by an expert, and that expert must be
an educator.
GEirSRAL GCIISI DSRATI OITS BASIC TO GOOD MAITAGSIOTT
In general it may be concluded that a school board
must select a trained chief executive if the school system
is to be effectively operated. Common sence directs one to
conclude that the many problems arising out of the operation
of a public school system are too complex and detailed to be
solved by citizens v/ho are chosen or elected to act in the
,
capacity of school board members. In a properly organized
system a board cannot spend its time on petty details and
at the same time give proper attention to the larger and more
important problems of policy. Since the functions of a
directing board are primiarily legislative, a prof essi onaly trained
executive is employed to administer the affairs of the schools
on the basis of the policies adopted and approved by the board.
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The close interrelationship of all affairs, educational and
financial, requires that the board hold the superintendent
directly responsible to it for the efficient management of
the system.
Unless a clear distinction is made between the leg-
islative functions of the board and the administrative duties
of the superintendent, inefficiency is bound to result all along
the line. School board members are not in a position to
gather the facts or to determine details relative to educational
or administrative procedure. It is the duty of the superintended
in conjunction with the members of his staff to study the many
problems v/hich usually arise. The results of these studies
should be placed before the board for its consideration. The
board, meeting as a W’hole, passes on the feasibility or
desirability of the recomendat i ons made. The policies which
should guide the superintendent and his associates in the actual
detailed admini strati cn of all school affairs are formulated in
this manner.
A summary of survey findings, in the investigations
made in a large number of school systems throughout the
country shows that the best educational services are rendered
where a relationship similar to the one outlined above
exists between the school board and the superintendent.
The failure to recognize fundamental principles in administration
has generally resulted in the deviation of a large part of the
board's time and energy to unimportant administrative details
which can be carried on more effectively by members of the
staff. When these principles are not followed, only a small
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share of the time available is left to consider the general
policies that govern the work of the school.
The professional and personal fitness of the superintendent
of schools for his work has much to do with the responsibility
that the board is willing to permit him to assume. Whenever
his work is well executed, the duties that come legitimatily
within the province of the board v/ill keep that body sufficiently
occupied and will discourage excursions into the professional
fields.
It must be borne in mind that the board of education
should not on any occasion fail to assume its proper respon-
sibilities. When a superintendent enjoys the confidence of
those to whom he is responsible there is a natural tendency
for him to carry their burdens and to usurp many of their
functions. The superintendent must be on his guard against
this. His work and that of the school board and the respon-
sibility in either case must be clearly differentiated. He
must keep the board informed in regard to the school problems
and present facts and evidence in reference to these for its
consideration. He must urge the board to study the issues
involved and should not advance his program beyond the
point where the board comprehends it and is in full accord.
J. H. Bentley, Superintendent of Schools, Duluth,
Minnesota, writing in **The Department of Superintendence
Official Report of 1923" speaks in a similar vein. He warns
against a board of education delegating to a superintendent
duties v/hich belong essentially to the board itself and
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v/hich never should be considered as belonging to the superin-
tendent. Many a school board sincerely stops doing those
things it should not do but often fails to assume other duties.
The board should devote itself to the larger questions of the
formation of policy, the checking of results in the schools
to see if these policies have been carried out and securing
from the public at large proper support for them.
Bentley says that in the industrial world the stockholders
permit the directors to take entire care of the business and
they are satisfied if large enough dividends are forthcoming.
Sucessful management of a school system cannot be measured in
any such definite way as by a stock dividend, and responsibility
to the public whose money is being spent and v/hose children
are being educated is far different from responsibility to
stockholders in an industrial organization. The board of
education cannot properly turn over to the superintendent of
schools its task of policy making and policy defending. In
them the people of this country should express and do try to
express their ideals for the education of their children.
The board of education is the elected representative of its
community charged ?/ith the task of defining the educational
ideals of the community and formulating them in educational
policies. The task of gathering up the desires of a community
for the education of its children and of saying this or that
is what a community v;ishes, peculiarly and properly belongs to
the representative chosen by the people.
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CKAPT3R 111
In a detailed treatment of the duties of a school board
it is quite pertinent to refer to the part played by the
superintendent in the discharge of certain of these duties.
Accordingly throughout this discussion the v/ork of the super-
intendent is also outlined as the various duties are enumer-
ated.
The following list is intended to include the chief
duties of school committee members. The advantages or dis-
advantages of a school teacher being a member of the school
board follows in each case.
1. Select the chief executive officer and support him
in the discharge of his duties.
V/. S. Deffenbaugh speaics as follows: ’’Administration
of Schools in Small Cities," U. S. Bureau of Education
Bulliten, ITo. 2, 1922.
"Though college degree is not necessary, few boards select
a man who has not had a college course and possibly some
graduate courses. Experience as a teacher or supervisor is
usually required in cities of five thousand or more population;
it is a rare occurrence for anyone to be elected as superin-
tendent who has not had experience in some supervisory po-
sition either as superintendent in a smaller place or as an
elementary or high school principal. It is often a mistake
to promote high school principal to superintendency espec-
ially if he has never had any experience in supervising
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elementary schools or has not made any study of city school
administration problems. A college graduate without experience
but who has made a study of city school administration would,
other things being equal, make a better superintendent than a
high school principal who has never been interested in problems
of city school administration but only in the narrov/ routine of
the management of high school classes.”
Almack, "The School Board Members"
,
says:
"The school board v/ants some one who will work with min-
imxumi of friction, whose word is as good as his bond, and
v/hose sole interest is in his job. As far as traning is con-
cerned the candidate should be required to meet at least the
minimum standards fixed for any other educational position.
Educational authorites are inclined to advise the require-
ment of a Master’s degree. Major courses in education with
minors in economics and political science make an excellent
combinati on.
"As for experience, some of this should have been in
classroom teaching and in the principalship. The small tov/n
and city superintendency is good all-around experience for a
superintendency in a large city. It is an advantage to
have had other than school experience, but the school board
could not make this a requirement nor could it be expected
to be long.""
Cubberley, "Public School Administration," speaks of
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this duty in the following way;
’’The school hoard should regard the selection of its
superintendent of schools as the most important duty it ever
has to perform. Instead of considering only those who apply,
the board itself should make an active and an intelligent
search for the best man or women available for the money
which the city can afford to pay. This, too, si no place to
economize. The salary should be made large, so as to tempt
the best men, and the tenure should be long enough also to
offer attractions.
“The authority to be assured the nev/ superintendent, too,
should be commensurate with the importance of the service the
board expects him to render to the city. The things which
should count with the board are his general education, his
specific training for the work of city school supervision,
his past administrative experience, what men prominently
engaged in educational work have to say when asked confiden-
tially for an opinion, and his personality, force, and
general grasp of the problem as shov/n in a personal interview?.
What the board should seek is a man of strength, courage,
personal force, general knowledge, and professional skill, --
one v/ho can look them in the eye with a confidence born of
being the master of his calling.
"If other executive officers are to be selected, such as
a school clerk, a business manager, a school architect or en-
gineer, a superintendent of attendance or of health, similar
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care should be exercised in making each selection. After
the selection has been made the board should turn the ex-
ecutive functions over to such executive officers, and then
expect them to look after their part in the administrative
organization in awiae and intelligent manner. If they
cannot or will not do so, --that is, if the board has made a
mistake in its selection, --a change in executive head
should be made at the first opportunity."
The Superintendent is to act as the school executive
and largely upon his shoulders rests the success or failure
of the entire school system. Hence, it is incumbent upon
the school board to choose a man well qualified and trained
to fill the position--a man v/ho is professionally prepared.
Now when education has become such a science as it really is
to-day, the school board should expect to secure a man who
is scientifically trained.
The teacher who has lived up to the requirements of his
or her profession is well acquainted with the educational
offerings that are available to the man who would oe sci-
entifically trained and hence, a teacher on the school board
is prepared to better examine the training, experience and
qualifications of the candidate, and during the interviev/
which precedes his election, is able to ask him pertinent
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quest ions and to bring forth from him statements that will
indicate his ability and training. The writer believes that
ordinarily a teacher member who is well informed in his pro-
fession is the only member of a committee who could thus
enter into such a thorou^ examination of a candidate’s
qualif i cati ons .
2. Pass upon the annual budget,
Almack speaks as follows:
"The budget should be prepared by the school board’s
executi ve--in rural schools by the principal; in city
schools by the superintendent. These officials are in
close touch with the needs of the school system and
should know how much money is required for books, supplies,
salaries, operation, fuel, supervision, maintenance, and
the like for the ensuing year. It is the duty of the
board to pass judgment upon the program which the edu-
cational authorities have drav/n up, to decide whether it is
adequate or not, and v.'hether the financial estimates are too
high or too low.
’’The budget should be administered by the board’s ex-
ecutive. He has no right to modify it in any way.
finally, the board should enforce strict accountability.
This gives four steps in budgeting, 7/ith duties divided as
f 0 11 ow s :
1. Freperation of the budget (By superintendent or
t oSt
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other educational authorities.)
2. Adoption of the budget (By school board.)
3. Administration of the budget (By superintendent or
others
.
)
4. Enforcement of accountability (By school board.)
•'If the state does not require that set forms be used
in preparing budgets the school board should prepare its own
forms. Suitable forms may be had on request from United
State Bureau of Education. After a form has been adopted,
few changes should be made from year to year, as changes mahe
comparisons difficult."
\V. S. Deffenbaugh sa^'s:
"School board should determine arr.ount of money necessary
to run the schools, not only to determine the total amount
but the amount needed for each item. The superintendent
should make an estimate of the amount needed for each item
of expenditure and submit his estimate to the board for
its consideration. An attempt should be made to preserve a
proper balance, so that an item may not be out of porportion
to other items. Cities spending four or five times as much
for high school pupils, instead of concluding that too much
is being spent for high schools should change the ratio by
expending more for the grades."
Rainey, "Public School Einance"
,
sa^'s:
"Who should prepare the budget?
"This is a question of administrative policy. It in-
volves the question of relationship among the various
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admini strat i ve officers. There is much confusion and differ-
ence of opinion and practice on the point. The best opinion
is that budget -making i s an executive function and, hence, -
should be done by the executive who in public education is
the superintendent of schools.
"V/ho shall authorize the school budget?
’*1^0 agreement is found on this most important factor in
budget procedure--mo st important because the body which
authorizes the budget controls the school policy. The
authorities on municipal government maintain that these matters
should com.e under the supervision of municipal authorities
while school administrators almost universally take the
position that school boards should be fiscally independent
of municipal control.
”Y/ho shall be responsible for the expenditure of the
budget?
^
-
’’This, again, i s an executive function. This would seem
to follow directly from the principle of the executive’s
responsible for making the budget. The executive should
also be given the responsibility of administering it. This
responsibility, of course, should be subject to review and
inspection by the body approving the budget.”
Rene Stoum, ’’The Budget,” speaks as x’ollows;
”lJeceEsari ly tbe executive prepares the budget. The
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executive alcne can and should do this work, ethers nay
know certain details as v/ell, possibly better than the
executive; but nobody can have so extensive and impartial
a view of the mass of these details. And no one can com-
promise the conflicting int ere st s with so much competence
and precession.
"The man who v/ants to build a house begins by getting
plans from the architect who is to have charge of the con-
structive work, the owner reserving for himself, however,
the right to examine, to improve, and to reject these plans
and extimates should such action be necessary. In the same
v/ay the legislative bocy commissions the executive to draw
up and submit to it a program of the revenues and expend-
itures for the coming year.”
The writer does not knov/ of any particular v/ay in
which a teacher on the board can be of any special value in
discharging this duty. Ordinary business sense is the prime
requisite here. However, a teacher mathematically inclined
might be of service in drawing, reading, and interpreting
graphic representations of expenses. Such graphic repre-
sentations covering successive years or even smaller periods
are always of value in comparing financial outlays and in
making estimates for following years.
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3. Appoint, upon nomination and recommendation of the
chief executive, teachers, principals and supervisors, and
act upon recomm.endat i ons for dismissa.! and retirement of
t eachers.
W# S. Deffenbau^ speaks as follows;
"In those cities where the superintendent does not
nominate teachers, the nominations are made by this or
that member, or the nominations are most likely made in a
meeting of the teachers’ committee, which later reports its
selection to the entire board. Such a method of selecting
teachers is an insult to the superintendent. In those
cities where boards of education select teachers without
the superintendent’s nomination, they expect to hold the
superintendent responsible for results. If a board se-
lects a second or third rate teacher who has no ability
or desire to improve, it should not hold the superintendent
for results."
W. W. Theisen, "The City Superintendent and The Board
of Education", says:
"A considerable number of boards have yet to recognize
the professional nature of the task of selecting teachers.
On the other hand there are boards which value professional
judgment in this matter. In Indianapolis it requires a
four-fifth vote to reject the superintendent’s appointment.
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In New Eaven it requires a vote of five out of seven.
Freeport, New York, requires a unanimous vote to elect
a teacher not approved by the superintendent.
"Provisions 7/hich permit committee intervention offer
dangerous opportunities for nullifying professional lead-
ership. Desired results may be made impossible to achieve
because a committee brings about the election of teachers
of less ability and training than those recommended by the
superintendent. Committee participation in the appointment
of teachers can be justified only in cases v/hich involve the
commitment of the board to a change in policy. If committee
action is such that it attem^pts to judge professional fit-
ness, it is an attempt to substitute lay judgment v/here the
board is already paying for professional judgment. Such
procedure is not tolerated am.ong established business con-
cerns."
Dr. Eallou, "The Appointment of Teachers in Cities,
1915 ."
Ballou made a study of the in which seventy cities
appoint teachers. His investigation shows the following
t abulati ons.
Fifty six citi es-- superintendent takes initial step
and the board makes the appointment.
Cne city--bcard makes appointment.
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Three cit ies--ccmrnittee of the beard taJees the initial
step, (nominates or recoimnendB) and board malces appointment*
One city- -committee maites appointment, subject to ap-
proval by board*
Two cities--Euperintendent makes appointment and board
approves it*
Jj'ive cities--superintendent makes appointment, a com-
mittee of board approves, and board confirms it*
Two cities--superintendent makes appointment, subject
only to rejection by the board*
Gubberly says:
one can be more interested in securing the best
teachers available than is the superintendent of schools;
no one knows the needs of positions better than he; no one
is likely to be able to discriminate better as to prepara-
tion, professional attitude, and adaptability than is he;
and no one is less likely to engage in nepotism or politics
or to be influenced by pull than he*
"The board, as a representative of the people in the
control of the schools, should have the right to approve or
disapprove of the superintendent’s selections, though with-
out the right of initiating substitute appointments them-
selves* The following principles of action covering the
matter represent conditions v;hich ought to prevail:--
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!• The superintendent of schools should nominate
all teachers, principals, supervisors, and
assistant superintendents, in writing, to the
hoard of education for election or for promo-
tion. In the case of elementary- school teachers
the election should he to a position in the
schools, all assignments to positions being
left to the superintendent.
2. The hoard may either confirm or disapprove his
nominations, hut should have no power of sub-
stituting other names of its own choice.
3. In case any nomination is disapproved, the
superintendent should then nominate a new
person for the position.
4. The board should he permitted to elect, with-
out such nomination, only in case the super-
intendent refuses to make a nomination.
5. The members of the board of education should
refer all applicants to the superintendent of
schools, and refuse to discuss positions with
them. To this end the hoard should announce
that, by rule, it has given the power of nom-
ination to the superintendent, and that the
members do not desire applicants or their
friends to visit them on the matter
tc
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6* In a city where a competitive examination
system is in use, the hoard should refuse to
see applicants or their friends individually,
and should announce that the attempt so to
visit them will he regarded as unprofessional
conduct, and will prejudice the applicant’s
chances of securing a position*"
In the appointment of teachers, the school committee
must examine and consider seriously the qualifications and
recormTiendati ons of the candidates. There are many little
things which maize for good teaching or the opposite which
would not occur to the non-teaching member of the committee
while they would he apparent to and understood hy the teach
ing member. In cases where there exists a md sunderst anding
or disagreement hetv/een the superintendent and his school
board on appointroents, the teacher member may often be able
to clear up the situation and help the superintendent to be
victorious in his well intentioned contention. The same
statement hold true in the appointment of principals and
supervisors.
In the consideration of complaints directed against
teachers, the teacher member can see the point of viewr of
the teacher and can understand and appreciate his or her
every day problems. The teachers certainly need on the
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board someone who can act as their representative, someone
who is willing and ready to be their staunch supporter.
Often a great deal of harm is unjustly done to a really
capable teacher by the parent of an incorrigible child w'ho
taxes the patience and efficiency of the best teacher and
di sciplin :urian . Such a case came to the attention of the
writer and it was his pleasure to clarify the situation
and acquit the young teacher involved.
In the consideration of dismissing a teacher, there
should be on the board a teacher who again from his or her
own experience is acquainted with the teacher’s point of
view and his or her problems. The writer does not need to
imply that a superintendent is unfair in advocation the
discharge of a teacher, but the espousal of the teacher’s
side brings about a thorough discussion that results in a
broader vision in such matters.
In conclusion the v/riter would like to say that in the
whole scheme of education, the class room teacher plays, if
not the most important, at least, a very important role.
He or she is generally loved and appreciated but sometimes
maligned and made the butt of some crank or parent Vi^ho is
inclined to be critical at all times and somewhat of a per-
petual grudge. Therefore, the writer holds that there
should be on the board of education somieone who will
t
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uphold the tea.cher’s side and it would Beem that ordinarily
there is no one more sympathetic v/ith the teacher’s point
of view than a hoard member who is or has been a teacher.
4. Pass upon architect’s plans, approved by the chief
executive and his assistants, for buildings that have been
authori zed.
W. S. Deffenbaugh says:
"Many boards of education visit other cities v/here new
buildings have been erected to get new ideas. Only an
architect 7,/ho makes a specialty of school building should
be employed. Cne shilled in planning business houses,
dwellings, churches, and the like usually has no knowledge
of the best plans for school buildings. He ma^'- plan a
building good to look at but poor from* the point of service.
•’The board must decide what type of school building is
to be erected, whether it is to contain nothing but class-
4
rooms or whether it is to contain shops, a gymnasium., an
auditorium, and special rooms for m.usic, art, etcetera.
If of this latter type, it must be decided whether the school
is to be organized so as to make use of all the space all
the time the school is in session. If adults are permitted
to use them, what adults? Are certain societies and org-
anizations to be permitted to use school buildings and
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ethers to be refused. I,!any school boards, rather than
take the responsibility of making their decesions, have
closed the school building to all but a fevic activities.
Possibly the problem will not be solved satisfactorily
until the community organizes and acts as one group. This
v/ould be the democratic way.”
Thei sen notes that many boards have yet to recognize
the professional leadership of their chief executive in
matters of building construction. There is a m.arked ab-
sence of specific provisions v/hich give the superintendent
the initiative or which require his approval in matters of
building construction. Few boards make such provisions
with respect to recommendations for new buildings, their
Ideations, and approval of architect's plans of buildings
therefor or for improvement of old buildings. Very
general rules are sometimes found which make it a duty of
the superintendent to make recommendations for the improve-
ment of the school system. Cf one hundred cities investi-
gated more were found v/hich require that the location of
buildings shall meet the approval of the superintendent as
chief executive. His inform^ation or suggestions as to
plans are sought in seven cit ieB--J?ort Smith, Fremont,
Holyoke, Joplin, Lawrence, Lincoln, and Salt Lake. In
Philadelphia, the superintendent of buildings is required
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by law to submit plans for construction of nev/ buildings to
the superintendent for criticism. In Minneapolis and Denver
the assistant superintendent in charge of business affairs
has charge of construction. In ITorwalk and Indianapolis the
superintendent recommends alterations or enlargements. In
St. Louis the superintendent reports to the board on nev/
buildings or additions. In Brockton he reports defects or
deficiencies. In Nashville local committees ’’shall visit the
schools--confer with the superintendent --and recommend im-
provements."
Other than the above fifteen cities little authority
seems to be given to the superintendent with respect to
building construction.
Cubberley says:
"In smaller cities where no specialization of executive
work can be provided for, the superintendent of schools
usually in conjunction with local architects and builders
and committees of the board of education must help plan and
oversee the v/ork. The thousands of constructional blunders
which are in use in school buildings to-day in our cities
and towns show the need of more attention to the scientific
details of schoclhouse planning than has been given to the
work by our superintendents in the past. To direct properly
the efforts of those who are doing the work requires that
the superintendent of schools, as well as the person drawing
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the plans, should be familiar v/ith good hygienic standards,
with the best practics in schoolhouse construction elsewhere,
and also be somewhat fainiliar with tendencies and probable
future needs in public education. On the financial side,
maintenance costs as Vtfell as first cost, and methods of
paying for the new equipment, should both be considered.”
In the performance of this duty,, the teacher member of
the committee would seem to be in a som^ewhat better position
than the lay member to see the advantages and disadvantages
of the architect’ s plans. A lay m.ember with good common
sense or with experience in having a hom*e or office building
erected no doubt would understand some principles of ordinary
building construct i on--perhaps more than the teacher member
v.'ho mdght have had no such experience. Cn the other hand,
however, such a lay miember might not know anything at all
about the principals to be followed in erecting a school
building, plans of school buildings have features that are
peculiar to them^selves and the teacher who has v/orked in
school buildings of various styles, knov/s the utility or the
defects of suggested details of a building. Fe can point
out where such an arrangement in a school with v^hi ch he is
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acquainted has worked, j’rom his experience he can propose
changes in the plans which will prove of advantage. If he
has v/orked in both well constructed and poorly constructed
buildings, from the educational point of view, he under-
stands what features are desirable and v/hat are undesirable
in a building used for educational purposes. Matters such
as seating arrangements, position of blackboards, corridor
and stairway plans, doors leading to the lavatories and
yards and other details should be studied and the teacher
should be able to pass a critical judgment on them. He
will knowr whether certain ideas about the classrooms, lab-
oratories, gymnasiums, toilets, cloakrooms etcetra are
really good when put into practice. He will know of certain
building features to be guarded against in erecting the new
building. He can be of unquest i onalbe assistance to a super-
intendent v/ho has really good suggestions for a building but
who find certain members of the board a little hard to con-
vince.
5. Approve courses of study recommended by the chief
executive and text-books selected by him.
Theisen says:
"A study of the rules and regulations of boards of ed
ucation indicates that boards of education have not all
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reached the stage where they are ready to acknowledge that a
profe SBi onally trained man is the only one competent to shape
a course of study. It is not infrequent to find such work
actually attempted by a committee of the hoard or even by the
board itself.
••The amount of time necessary for the correct preparation
of a course of study^ is an amount larger than a member of the
board could give and still have time to attend to important
duties. It would seem tliat a commattee on a course of study
can be of no avail, other than to consider with the superin-
tendent the advisability of adding new subjects which may^
require additional expenditures.
"In forty-three out of eighty-seven cities whose rules
lend themselves to interpretation, a committee of the board
participates in working out the course of studies. In
Baltim.ore the superintendent and assistant superintendents
advise the board and if divided in their recommendations
the board makes the final decision. New York provides that
the power to initiate changes rests with a committee of the
board. It must submit proposed changes to the board of super-
intendents for approval, but may by a three-fourths vote
adopt v/ithout approval. Thus in neither of these cities can
the beard be said to have made its superintendent the au-
thoritative head of the school system with respect to the
course of studies. In New Haven the superintendent must
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consult with a comittee of the board. In Lincoln, Nebraska,
and other cities the superintendent appoints committees com-
posed of teachers, principals and supervisors to assist him
in preparing courses of study. Often several committees are
at work, each employed on different subjects."
Engelahrdt and Engelhardt "Public School Business Ad-
ministration" makes the following contribution on the ques-
tion of courses of study and text-books:
"The development of a course of study in any school
system is distinctly the professional task of the superin-
tendent and his corps of workers. Ho course of study in a
school system should be considered complete, but its de-
velopment should be considered a continuing process in
which all teachers, principals and supervisors are par-
ticipating. The adoption of text -books is destinctly a
task which should be performed by the board of education,
but only on the recommendation of the superintendent of
schools after he has assured himself that every scientific
device and every technical measurement has been utilized
in order to determine upon the books which will assure the
best results. There is no need for any action upon the
adoption of text-books, except such action as i s taken by
the board of education in its open meetings."
Hines says:
"An element in school board affairs in many states is the
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influence of certain book companies. Book companies step
into local politics, elect board members and then appro-
priate all the adoptions of text-books. A certain Ohio
superintendent lost his position. When a member of the
board was asked about the matter, he replied: ”I don’t
think he treated the company right.’”' The superintendent
had been brave enough to think that a certain high school
text was the one he needed in the school--a text that was
not published by the company that owned the tov/n--bcdy,
soul, and school board. In seme states the school board
and book company situation is somiething deplorable. ITo
good schools can exist where a book company steps in and
dictates adoptions and appointments."
Hines goes on to sa;^' that happil^' in Indiana book
companies have nothing whatever to do with school board
affairs. Book agents never call on board members. All
grade books are selected by the State Board of Education
and the State Board also makes recommendations as to se-
lected lists of high school texts. No book company under-
takes to dictate appointments of teachers in Indiana.
The teacher member of the board is well qualified to
discuss and pass judgment on types of text-books and to see
from his own experience what is likely to be desirable or
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undesi rafcle in the books that are being considered. When
old books are "wearing out and are about to be discarded
the teacher menher can help the superintendent by recounting
his or her experience in teaching from various styles of
text-books. If, for example a book is being discussed v/hich
a teacher is using in his or her school system, the later is
able to explain its good features, if it has any.
In like manner the teacher member can understand better
courses of study v/hich the superintendent recomrfLends. With
a professional viewpoint, he can take an active part with
the superintendent in arranging curriculrn changes. He knows
more than one method or system of public school administra-
tion and is able to choose the best in the s^'stem in which
he i s a teacher and to suggest or help to place the best
in the system of which he is a school committee member.
6. Advise with the chief executive, on his recommend-
ations for extensions or readjustments of the scope of ed-
ucational activities.
w'. G. Reeder, "The Business Administration of a School
System”, has the following to say with regard to community
use of school buildings.
"There is a rapidly growing tendency to make education
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more than a matter of mere text -hook learning. Everywhere .
attempts are being made to correlate the- work of the school
with the life of the community and to make the school a com-
munity center. Everywhere it is being made possible for
those organizations which are interested in the welfare of
the community to use the school building. The lav/s of most
states specifically prescri oe that school buildings shall be
open to the use of community organizations and the courts of
many states have decreed that such use is legitimate. The
Supreme Court of Rhode Island has handed down the following
decision, which well states the philosophy upon which the
wider use of school buildings is based:
"Cur school system, with all the intellectual and material
means of instruction provided by it, was designed to pro-
mote public education, and any use of school property
tending to this end which does not interfere with the reg-
ular schools may be permitted by the trustees of a school
district as within the spirit of their towns.
"The acts of a fe'?j states, on the other hand, have
taken the viev/ that school officials may not legitimately
grant the use of school property for other than strictly
school purposes."’
In this duty Gubberley stresses the superintendent’s
work in the following way:
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'*'Whereas a quarter of a century ago, a superintendent of
schools might have belonged to one or two evening literary
or discussion duos and might have taught in Sunday school,
to-da;^'- he i s called upon to belong to an almost limitless
number of organizations and to serve as a memoer on so many
cimrnittees that he is in danger of being unable to attend to
his school duties. In many cities to-day, the superintendent
is not only the best paid but also one of the most important
of all city officials and he is called on for community ser-
vice to a degree comriiensurate with this importance. The
better training of the present body of superintendents, the
rise of luncheon and service clubs which have created new
contracts, the organization of numerous comraunity agencies
that call for leadership, the great expansion of the school
as an institution which has recently talcen place--these
are some of the changes which have taken place which have
altered and magnified the position of the superintendent of
schools. Fe is called upon to be a member of the Rotary or
some similar service club, to speak from time to time before
all kinds of organizations and gatherings, to cooperate with
and probably be a member of the Chamber of Commerce, to
serve on the Community Chest and probably some years to
direct its campaign for funds, to oversee and direct school
publicity, to help numerous community undertakings, to
cooperate with Parent -T eacher Associations."'
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C. E. Gorton, '’N. E. A. Proceedings of 1900”, says:
"If the superintendent is not known outside of the
schoolhouses, much of the influence he should exert in the
conmunity is lost. He ought to be a leader, or at least one of
the leaders of thought in his community, and a maker of
public opinion.”
In regard to this duty it is obvious that the teacher
memcer of the school board can be of value due to his pro-
fessional standing and social position in the community.
This duty brings together the sociological and educational
aspects of education. ' The business man, or the artisan,
or the doctor, are not so much in a position as the teacher
member to further this broader scope of education. Such
extension of the scope of education v/ould involve cooper-
ative v/ork with such institutions as the Church, Red Cross,
Y.ii.C.A.
,
4K Clubs, Chamber of Commerce, Rotary Club,
Parent Teacher Associations, and other organizations, thus
extending the work of education beyond the walls of the
classroom.
7. Require and consider report of the business trans-
acted or pending and of the financial status of the system.
Sngelhardt, "Public School Organization and Administra-
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tion”, spealcs in the follov^ing way about authority in school
business matters:
"In school districts v/hi ch are small and which do not
employ a professional administrative officer, responsibilities
for the business affairs are assigned, as one would expect, to
members, to comrrdttees of the board, or to the secretary* As
the system becomes larger the secretary is called upon to give
an increasing proportion of his time to school work. The
cleik.of the board has thus been able to gain experience in
the routine of the business field through the contacts which
the position afforded. When the occasion arises for the se-
lection of a professionally trained person to assure the re-
sponsibilities for the schools, the secretary surrenders with
reluctance the office which he has acquired and the prestige
it has afforded him during the years of incumbency. It is in
the small school systems that better business procedures are
needed most urgently, and one cannot expect much improvement
except under the leadership of the superintendent of schools.
"In the larger school systems the secretary of the board
of education has evolved into the business manager or into the
superintendent of business affairs, a full-time executive
officer on a par w^ith the superintendent of schools. Since
the person holding this office has been usually a local man,
politics frequently have made the business manager a more
powerful executive than the executive in charge of educa-
tional affairs.
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MThe dual --headed organ! z at i or. has resulted in dividing
executive responsibility for the educational and business
affairs and has not been to the best interest of the publj.c
schools. Since the director of business affairs in this
plan of organization is responsible directly to the board,
and since no special qualifications are established for the
position, he is, as a rule a local product.”
Rainey, "Public ichool Pinance", offers the follov/ing;
"Although boards of education are charged v/ith the re-
sponsibility of educational and financial control of the
public schools, they rarely exercise these functions in a
direct manner. Within recent years there has developed
the professional school executive in the person of the
superintendent of schools. Ke has arisen to talce the place
in educational administration that the skilled executive
has held in cooperation management. The business of public
education has become so complex that only a man trained for
the task can efficiently manage it. The result is that
boards of education have sought an efc'iciency expert to
shoulder the direct responsibility of school administration.
In village and snail city systems the superintendent has been
able to administer the affairs of the entire system v/ith
efficiency, but in large city systems this is an impossibility.
The result is that for administration purposes the system
is divided into departments v/ith executive heads over each
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department* Cne of the most important of these is the
business department presided over by a business manager.
"There has been quite a controversy, in regard to the
business managers, to the superintendent of schools, and
the board of education. The question has been whether he
is responsible to the superintendent or the school board.
The consensus of opinion in this matter is that the super-
intendent is to be the responsible head of the entire system,
and that the business manager is a specialized assistant to
him in the same way' as school principals are specialized
assistants. Thus, the greater resx)onsibility for financial
control and operation of public education has been delegated
to the superintendent."
Almack says:
"The duty of spending money and accounting for it can be
passed on to the superintendent and other employees. The
duty of raising money is a exclusive function of the board,
and its most exacting duty. This means that the board memi-
bers m.ust know the school law thoroughly, the resources of
the district, and its financial condition; ninety-two per cent
of all the money expended for schools comes from taxes. A
portion of the ninety-two per cent is realized from the sale
of bonds, but bonds are nothing but a form of deferred tax-
ation. For this reason each board member should know v/hat
the tax rate for schools is, w^hat rate of valuation it is
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levied upon, v/hat kind of v/ealth is ta>;ed, how the school
rate tax compares v.’ith the rate for other public purposes,
and hov/ it compares with the rate in similar districts. It
must be remem.bered that the valuation and tax rate v/ork in
inverse ratio. As one increases the other tends to decrease.
’’Good financial m.anagers are becoming more and more
favorable to the pay--as- -you- -go policy, declaring that
public indebtedness is often allied with shipshod methods and
even with extravagance. They hold that there is little val-
idity to the argumient that suceeding generations v/hich will
use the buildings and grounds should help pay for them.
Each generation has enough burdens of its ow'n without having
to assume any from* its predecessors. Yet there are very few
cities financing buildings by the cash payment plan.”
Reeder comments in this way:
"The chief function of a board of education is to form-
ulate policies--to enact legislation. However too many
boards fail to recognize this truth. They deem it their
function to run the schools instead of only seeing to it
that the schools are run.
"Violations by boards of education as to their proper
sphere of activity are especially common in the business
administration of the schools. Kem*bers of boards of ed-
ucation frequently admit that they know nothing about ed-
ucation, but claim that the;;, are familiar with business
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They instruct their superintendents, therefore, that they
(the superintendents) are to administrate the educational
side of the system v?hile they (the boards of educ8.tion)
will manage the business side.
"The fallacy of this point of view becomes evident when
it is noted that every' business transaction in school ad-
ministration has educational implications. The board’s pro-
fessional experts are more likely to be familiar v/ith these
educational implicaticns than are school board members.
Luch knowledge of education is necessary in selecting a
school site, in planning and constructing a school building,
and in purchasing supplies. The not uncom.mon practice of
business men administering the business side of the schools
results in the waste of thousands of dollars annually;
school business is not the same as private business.”
Engelhardt and Engelhardt speaks thus:
”The business managemient and the educational adminis-
tration of school sy^stems are inextricably interdependent.
There was a time when boards of education assumed that the
business management of school systems was their own re-
sponsibility. The management and control of the educational
program were then placed, in some degree or other, under the
direction of the superintendent of schools. Under this plan,
business management and educational management were v/i dely
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ceparated. The expansion of educational programs, increasing
educational costs, and the greater complexities of organ-
ization have had their influence upon this concept of man-
agement. Lay meithers of boards of education have found it
impossible to give the time to the increasing number of
duties. The nature of the duties has changed v/ith better
accounting practices and a greater demand on the part of the
public for the actual detailed facts of management. It has
also become apparent to school board members that many of
the tasks of school administration require specialized skills
for v.’hich they are untrained. It has therefore become in-
creasingly necessary for boards of education to delegate to
expert professional officers the powers and functions which
school boards themselves formerly exercised.”
The material or non-educati onal business that has to be
transacted in a school system is large and varied. All
kinds of little items appear and have to be settled. Cne
needs to spend only a little time as a member of a school
board to realize the countless little items that enter into
the debit accounts. The chief requisite necessary would
seem to be ordinary common sense and good business judg-
ment. Shrewdness is a good trait in those who have to
approve bills. In a small school system where the school
board as a group approves bills, such shrewdness is not
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cut of place. The v/riter is not av.-are of any reason v;hy
the teacher member of the board can be of any particular
help in the transaction of business. In times of financial
depression, he might be able to serve som:e\vhat as a check
on extravagance or waste in the use of supplies or mh^t
check a superintendent v/ho in his honest zeal for developing
a good educational system might be inclined too much on
extra equipment. In the matter of school supplies the
teacher member is in a position to comment on the good and
bad qualities of the material sold by certain supply houses.
8. Kequire and consider report of the chief executive
concerning progress of the schools.
E. E. Lindsa;^ ’’Problems in School Administration” says;
”That the superintendent’s policies must have community
support as well as board authorization and justification does
not miean that the superintendent should fail to educate his
commiunity to v/ant the best in its schools. And here again
the board is the tie, the bond, the first point of contract.
The superintendent has every opportunity to enlarge the
educational vision of his board. If it is possible f or a
layirian to take part in school board deligerati ons for two
years and emerge v/ith no higher aspirations for the schools
Vny.*^ ini'. * C vj« t-K^ ,.. . lo'
iiiflM *li' :i " ; UrQCV 'O i • ^ -•'.’•I/.'. ""C JH**' -^
* ?raf^I«^'Vai -i i»iU ifi o.-iif iftiLtvnf ^r.ilFfT-’a a » {:*_
•7 9 3 *, ’ V 1:5 .‘o j , "liit . Sd *
- •
4<ti # Pi •>« %0 ' ^ T^ia ^:tr- r 1 . ; ii?P< -P^
.
i!i T*? iios 5 *
f
<
•
^ »•
. r Oif »v.‘
-ii'j v.u bias Xl. * '>*:* j-'T
w-K
'-' io v‘':d»aClS fcfpf :'
.'i/3
.
^ l-O oitiJ • -0 ..i3 lO sc V ; r f* ' 0 *2
J I,>^.;o'c *’ * J.^^v X .i.
r iKB!^
ij5 - Jati-T t«ii*^i- 0(; ,:. ^ *^*^5 ^AXPr**
"Xib * t ^'^33 tit' b’ti’C'SJ *iX 111. ^'f tia 3*iat ij.’
t' i L' ^ 3>rf .udi tj'srt’ %
'
•
. J-ci>.fr>’: ^ii fti in&»T cJ
. T'O l-i J’i'i'* "" ' .Witod’ id ^- iS y. -T ii 5'u-oa •fjd
9S--
"*>
.
•.ij* ?: T,*;! -7 rJ 6 - S. •i,’S 5 .*. .Ic* Jurx*^*A
i 'tfl’i '.x'JloiiOt* di ' .b'iA'<>4 nfij of»l'5^'r X3'%4d4t
i* .*.•: tr.T 75:Xsh J?"4i5rt Icoaoa fli fikaJ oj oJtT?
zLc-o^'^u •rfd 'i>l ^ * jx’rifja “XoiCM X:£ oa «£dXw 5;7.'r‘/<2» tarn t^Jk,9X
^., „ A A; - , . fi.
- 41 -
than he had when he began service, something is radically
wrong with the superintendent. The best thing the board
can do v;ith such an official is to discharge him. Jor ed-
ucational practice is not standing still. It is advancing
almost by leaps and bounds. Cne of the important tasks of
the superintendent v/ho hopes to keep his schools even up to
the average to-day must be that of educating his board, and
through his board, his public.
"It is easy for the enthusiastic superintendent to go
too fast. It is not impossible for both superintendent and
board to go too fast. They must guard against doing so.
The schools miust not get too far ahead of the people’s opin-
ions. The superintejident must develop the educational ideals
of the board and community along v/ith his development of the
schools. Crdinarilly, indeed, the ideals must be far in ad-
vance of practice in order to furnish sufficient leverage to
bring additional money out of the taxpayer’s pockets."
Gubberley coimnents in this v;ay;
"Educo.ti onal progress necessitates that our schools often
must take a position in advance of the conceptions as to ed-
ucational needs of the average intelligence of the community
in which the schools are located, and it is imiportant that
the school authorities keep the people close to the schools.
This means an entirely different thing from keeping the
schools close to the people. The former calls for leader-
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ship and constructive statesmanship; the latter is the cry
of the time--saver and the man of little competence.”
The teacher mem.ber of the school committee is in a
position to be of great assistance here. He or she, due to
daily contact with teachers, other educators and children is
conversant with current educational practice and theories.
He or she is acquainted for example with such modern devices
as standard intelligence tests and achievement tests. He or
she knows the purpose and results obtained by using them as
well as their defects and points to guard against in drav/ing
conclusions fromi them. He can check a superintendent who
might be prone to place undue reliance upon them. Sometimes
a non-professional member is on the other hand conservatively
inclined and slow to adopt nev/er ideas. Often such a member
prefers to discuss such things with a fellov^^ committee man
rather than with the superintendent. He will talk more
frankly and may be more easily won over to up-to-date
practices in education. Especially if any members of the
board are inclined to think the superintendent too radical
or too much give to later scientific methods and ideas,
harmony and cooperation may be secured between the board and
the superintendent.
In the same way parents may not believe in some of the
newer ideas that the superintendent is putting into practice
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in the schools. The teacher member is able to defend and
explain these ideas and to disillusion people Vvho think
that the superintendent and other school executives are
duping an o vercredulous school committee.
Hence, the teacher member can be of decided value in
serving to bring about harmony and clearing up misunderstand-
ings between the public and the school officials. A mis-
understood superintendent may oe brought into his true light
as a studious and efficient educator who is endeavoring to
make use of all the scientific sides and materials of his
profession.
9. Determine, after consultation and discussion v/ith
the chief executive, the schedule of salaries.
W. S. Deffenbaugh says:
“The general method used by most boards is to start a
teacher at a minimum salary, which automatically increases
a certain amount, as fifty dollars a year, until the fifth
or sixth year. The salar^^ reached at the end of that period
becomes the teacher’ s annual reimbursement for the remainder
of her employ. This method, of course, has its serious defects.
"Some teachers are worth more than others regardless of
length of service. Also, such a plan offers no inducement
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for special effort or professional improvement . A salary
schedule having a maximum reached v/ithout any consideration
of merit or additional preparation operates principally to
inhibit growth.
“It is doubtful v/hether many of the plans for recognizing
efficiency in a salary schedule have been very successful.
There results accusation of unfair judgment and unfair treat-
ment v/hich promotes dissension and works against the morale
of the teaching force and the all important cooperation which
is desired among the members of the staff. Indeed, it is
the fear of engendering such discord that has deterred many
school boards from adopting a plan to recognize individual
merit in terms of the salary schedule.”''
Almack has the following to say:
“Sixty to seventy per cent of school budget is for
salaries.
“There should be a salary schedule. It is the basis for
scientific budget making.
“The following points should be considered as five basic
salary principles:
1. The subsistence principle. --This gives the bare
mini mum- -enough for board and room, clothing,
medical and dental attention, recreation, and
pension.
2. The training principle. --Training represents
money and time invested. The teacher is entitled
to returns on her investment the same as the
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merchant
,
farmer, and banker.
5. The improvement principle. --This covers nec-
essary expense attendant upon presence at pro-
fessional meetings, visiting other schools, and
taking summer school courses at colleges and uni-
versities.
4. The experience principle. --The reasons for
paying for experience are two; (1) the teaching
is better because of it, and (2) it makes for loy-
alty, contentment, and permanence of tenure.
5. The ability principle. --Thi s permits the board
to recognize and compensate superior ability. It
is the difference between what ought to be paid
as a minimum to all teachers and what ou^t to be
paid for the best teachers.”
The writer is not sure that a teacher on the board is
of any special value in the performance of this duty. Per-
haps it might be contended here that a teacher member of the
committee is not desirable because he or she might be preju-
diced in favor of high salaries. It might be said that he
or she could not approach the solution of this question with
an open mind--such a member might be inclined to raise sal-
aries because such an increase of salaries in one system
might tend to raise salaries in another community and thus
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oause his or her salary to be raised or kept at a high level.
The writer, however, proved that in his own case, such a
biased state of mind was not manifested.
When a reduction in the salaries of all school employees
was suggested, the superintendent strongly opposed it. The
writer took the position that of all people in the community,
the teachers could best take the cut and with the least in-
convenience or suffering because in most cases they were
single girls v<ith no dependents and often one of several who
were working in the same family. It seemed to be a case
where, sociologically speaking, everyone had to share in the
economic readjustment and it was his belief that the teachers
should be public spirited enou^ to cooperate. It was
finally decided to reduce the salaries.
10. Discuss administrative changes and innovations
which are suggested by the school executive.
Chancellor speaks as follov/s;
"In respect to the new education, the great principle
for the school superintendent and for the board of education
is to maintain the good while making place for the better
and removing the worst. A feature of singular importance
in connection with the new education is that many old
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studies are undergoing such change in their methods as
practically to amount to new studies.
’’The great advantage of school systems that are able
to select teachers from a variety of normal schools, and
that have a large percentage of young teachers, is that the
school authorities may select teachers educated under modern
conditions and in modern courses and methods. The value of
old and experienced teachers is well known. That of young
and inexperienced teachers is not so well known. It consists
largely in the fact that they represent the principles of the
new education.”
In some m.ajor project such as the organizing of a Junior
High School or curriculum revision, the teacher m.em.ber will
naturally be an asset to the board. V/ith his intimate knovi/l-
edf^ and first hand information of school matters and pro-
cedures, he is able to corroborate the testimony of the super-
intendent or to modify suggested policies. Just as the bus-
iness mian or lawyer brings his knowledge of outside affairs
to aid the school, so the teacher comirdttee man brings his
knowledge of school affairs. He has the advantage of knowing
the professional side of school problems and so should be able
to exercise professionally sound judgment. He must, of course,
be careful not to usurp the authority of the superintendent.
-
.
i,. ..
r:, C^:vJr ,„
3^ MthnSf^:r . sii j • n t
-J! af, T- iJii' 5 'rf
.
•' ib*.ie w o.t
^ ^
:r
^
'
^ f\
etc t M ti^ lOOifS^ IO iw ^£("1 '
iii’
.
,tio|jrtf^H i-jy; .toa'lo fir-< riO'i i tiTLfKfi!<^*s j ^s'Ale^ p
Jcri^ ,a’:'''fb£^? >ni»0 *< aurixi * BrJTrf'
^
^ *"rfi .
-l-’'^',F - '^'
fj^>ucuoB 3 \s i 0^nf:rai —«w.f
*
'Hij "IC t
.•ir^..» V -3
Iro BlJtUv oal t'ii» ..Tt -r :'- i 6 na u ;j
«
/-i; -U^^ V ^ Xiefc -Ti 8*iaricct*J iJea:. $ - tiV
u^4»3’fenK?c''"<i^'' . 'V'o^x i r»« OQ joit a t a*wiriox di fc»^onBt*roq;'j&n.
*. li'tit. .• ^itiX S'x.t;^*'?' A; •.> 3' lc.-i»U o;? J". .i I •’^*^'
*
*• <
^
’*
...O l.l.'3 ai
.r
.
’i3 r
V
^4
-‘i'Cwl' i*-‘:1^>'3 ..'ivi J}^*, a- ai ''3 »» i»1>u® 8^09 O'
I
jr
-r l^^:j.'. 'I'. .:C.:, 5:3 -3 rf?
,
<, t . r j * 5 . 1 '- X JO' ’C '^- ’
-X *o J?^ . *-
r
7
-a
?
4^ ! .*< iK- j^jTA.'}-; ec
, ^
“ laOAV.ii >vi fip-.xff *i-’^lZ. Lna
.i, ' ^'.Kt ^=1 0'#* •’*i*jj 3 . 9 i*
,
a 9 aJ«tt>QrCT , *'
-
‘ X --
,
' -. I -
-4 ;^ iiJ . .
-£:>OlJq'
I
tX o* 0 3 to ^n>
-s ';>i ,
'
’uo Xq »f;ia|ac T3 x:mjX tc' ;»<*>
* M . - ' ' •
AiH f r.9pL^Q: oa »4i c/e
'
JA 'id
'^TH*'' - t>H ftsi 5 aii : Xo :$0,
U>a& oa f*n* a . r •b '«Ot»t«ft-3 '; oIl
., 3 ^ "l.j ,^tJl)e 9'l^ . i£i&{7?is^ t txudi xX ‘Belft’ ^ia o
.
'
’’^'li.'ajcfTt'- 6nj to. ad; qrtaao* *dj; liAs-j? .
.Ai
jfi
ia
M'> 'f'
"V . -
5-
- <l*«
/-48-
He is able to raise questions which would test the superin-
tendent’s thinking bach of his reconmendati ons. He can
suggest lines of action v/hi ch the superintendent might be
asked to follovif up and report back at a later date. He can
count the experiences incountered in instituting new pro-
cedures in the system in v/hich he works and thereby forestall
mistakes that might interfere with sucess.
11. Represent policies and needs of schools before
author! tes and public in general.
A. E. lloehlman, ’’Public School finance", says;
"The school board problem in keeping the public in-
formed is social as well as legal. In many of the school
codes the people have defenitely recognized the legal
obligation by making it mandatory for the school board to
report, at stated intervals, upon the condition and needs
of the schools. The complicated corairiunity life of to-day
demands that the "term" report be translated widely to
mean continuous information to all of the people.
"Since understanding and confidence can arise only throu^
contact and inowledge, it is generally true that in com-
munities where an intelligent and honest publi c-relat i ons
policy is practiced, the question of financial support is
less of a problem than in other communities not so v/ell
informed."
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Cubberley speaks thus;
"Every superintendent of schools, in a city of any size,
should think out and put into effect some form of a school
publicity program, covering both school publications and the
local press. The schools need a well-thought-out program of
continued publicity, rather than a deluge of it only at times
when the schools need a tax increase or desire to persuade a
board issue.
"The press is usually willing to help in the matter if
the right type of news is supplied. The responsibility for
the right interpretation of the schools to the public,
however, rests with the schools rather than with the press.
If the schools desire more school nev/s in the papers they
must help gather and organize that news. Here again the
final responsibility for proper publicity rests with the
superintendent of schools and his staff. There should be
newrs that deals with the creative work of the schools as
Vi/ell as the more spectacular happenings.
"A policy of rapid expansion and increased expenditure
is almost certain to end in desaster when school authorities
who are too busy making progress to take time to tell the
people what they are doing and why. Sure and permanent pro-
gress is made only when the people understand what is being
done, and the reasons for the increased cost. The people
need to be stimulated by their school officials to a desire
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for progress, and inspired with confidence that those who
represent them are trustworthy and efficient. Only upon
such confidence and cooperation can the work of public ed-
ucation long proceed,”
This duty requires a tactful, clear thinking, well
spoken member who is able to explain intelligently and
impress effectively the city authorities. He must be
fully acquainted with all facts pertaining to his requests
and to the work of the school board as a w'hole. He must
be able to meet criticisms and to defend the actions of
the board. He must oe quick to think and to answer questions
of authorities v/ho are sometimes hostile* He must be able to
prove to conservative authorities that requested needs or ex-
penditures are not unreasonable or extreme. He must be able
to cope with parsimonious city officials v/ho claim that too
much money is being spent on schools.
It would seem that a teacher who is a keen and quick
thinker and persuasive talker would be able, due in part to
his own experience in other school systems and acquaintance
v/ith other school systems, to perform this duty quite satis-
factorily, If he himself teaches in a progressive up-to-date
school system, he can refer to practices and policies there
similar to the objects of his requests. However, if he is a
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teacher in a hackward system, he rrd^t not be the best one
to approach the city authorities with the requests of his
board.
12. Act as a court or final appeal for teachers, super-
visors and others in cases which the superintendent has not
been able to dispose of, or which may be appealed from his
decision.
Engelhardt and Engelhardt reports on Atlanta, Georgia’s
method of handling complaints:
’’All complaints of difficulty between pupils, teachers,
and parents, or teachers and pupils
,
and all cases of dif-
ficulty and all grievances shall be presented in writing to
the superintendent, specifying the charge or charges. The
superintendent shall furnish the chairman of the Committee
on Schools and Teachers and the accused, a copy of the same.
’.Vhen notified to do so the accused shall file his or her
ansv/er in writing and if in the opinion of the committee a
further investigation be required, the chairman shall
notify the parties of the time and place for them to appear
v/ith their witnesses before the committee, so that a full
investigation of the case shall be made. Said committee
at the next stated meeting thereafter shall report in writing
the recommendations of the committee for the approval of the
board of education.”
Boston University
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Theisen speaiks as follov^s:
••All coraniuni cati ons and complaints shall be presented
to the secretary to the superintendent in writing. Other
than formal and official communications shall be reduced
to the form, of a brief not to exceed three hundred words in
length. The superintendent and his assistants may, if they
deem advisable grant a hearing, either private or public,
to the parties interested. Only in case satisfactory ad-
justment cannot be made by the superintendent and his as-
sistants shall such communications or complaints be referred
to the board. In such event the board, after considering
the brief and additional evidence submitted by the superin-
tendent will, if it deems advisable grant a hearing to the
parties interested.'*
The teachers in the system should have some member on
the board who can see things from the teachers’ angle and
who stand ready to champion their cause. The teacher member
on the board would seem to be the natural person to fill
this position. His or her experience as a teacher has
helped in understanding the teachers’ problems and in de-
veloping a breadth of view and sympathy toward them that
would not have been present otherv;ise.
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OKAFTER 111
The following extracts from the letters received from
teacher members of school boards prove of interest:
(1) A school committee member who has been in the
ranks as a teacher can better appreciate the every day-
problem that are bound to occurs. It has been m^'-
experience that former teachers have a wider viev/ of
school work.
(2) His viewpoint is not only practical but professional.
Itany of the non-professional members consider only the
practical or political question leaving the educational
policies to be decided for them by the superintendent, and
then both blindly for his recom.mendat i ons.
Erom his daily contacts v;ith school children he receives
the child’s viev/point which is entirely neglected by the
non-teacher member. His daily contacts Y/ith teachers and
other educators gives him the educator' s viewpoint on
matters educational and being a teacher himself he can
see things from the teachers’ angle.
(3) It is perhaps an advantage to a school board to
have at least one ex-teacher on the board. I do not think
there should be more as the primary requisite for an efficient
member of the school committee is business instinct to-
gether with some executive ability.
I do not see why a teacher in service in one school
system and on the board in another s^'-stem cannot bring a
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useful experience and a knov/led^re of the teachers’ point of
vi ev/ that can be of value to the work of the school committee.
In my experience, I have found two kinds of committee
members v/ho seem to be of the least service: (a) those who
know nothing whatever about teaching or the problems of the
teacher, and (b) those v/ho have a fancy for pestering teachers
by visiting classes, making personal inquiries, and attempting
to pliy the role of patron or lady boutiful to the members
of the teaching staff. I regret to say that I have ’Niiown
ex-teachers of the latter type.
(4) I am fully convinced from my experience as a member
of the school committee for nearly four years that by eighteen
years as a teacher and principal gave me a greater understand-
ing of school needs than I could have secured in any v/ay.
’^hen a change is recoirnnended by our Superintendent I can
realize at once whether it is advisable.
During the time I have served as a member of the committee,
time and time again the other members have requested opinion
of various requests and suggestions of our Superintendent of
Schools before talcing a vote on the question. That, I think
proves that at least rry colleagues feel that what knowledge I
gained as a teacher is of value.
(5} The man of teaching experience naturally has a diff-
erent ’slant’ on questions of policy and methods from that of
the man without experience. His experience should broaden
him so that he can and should be of much value to - is board
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if he has a general and good amount of common sense.
The experience of serving on a board is very valuable
to the teacher because of many legal and business questions
that are presented as well as purely education questions.
(o) I believe that a person familiar with the conduct
of school affairs is of inestiraalbe value on a school
comnuttee. A business man claims that he should be on a
school board due to his knov/ledge of business methods; a
parent believes that she should be represented since it is
her interests v/hich are being served by the schools; but
neither one of these two classes, or the many others which
make up the personnel of a school ooard, usually realize
that school administration is a business in itself which
demands knowledge and experience for successful management.
A teacher on a school board is also more sympathetic
and cooperative with the superintendent, who is often given
very poor support by school board members.
It has been my conviction for some time that school
people should be occasional members of school boards, and it
was only for this reason that I myself was willing to serve.
(7) They (teachers) bring new ideas and give us a
balanced view. Cn our board v.e have one member of the
c
Boston school system. Fe is our most valuable member.
I believe that my knowledge of school matters from the
inside, my sympathy and understanding of the viev-point of
the teacher, and my knowledge of the aims of modern education,
fit me to oe of jurther service as a member of a school
comimi t tee
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(8) Having served on the school committee of my town
for six years, I believe that my teaching experience was of
benefit to use for the follov;ing reasons:
1. i?’irst hand knowledge of the teacher’s problems and
point of view. (Very useful in connection v^ith study of
salary schedules.)
Ability to judge more expertly than the layman with
regard to the wisdom of some of the Superintendent’s ed-
ucational theories and recommendations.
(9) Sometimes the superintendent because he has been
out of touch with actual classroom conditions sees problems
from the theoretical viewpoint only and not from the practical.
Cf course the teacher member did not attempt to impose on
the school system on whose board he is, the v/a;j"s of doing
things that obtain where he teaches unless he can satis-
factorily demonstrate their superiority- . I have known of
some teachers of school boards v.'ho made the poorest memibers.
(10) Sometimes it happens that a teacher on the board
cverlcoks the fact that after all the running of a school
department is a real business and content themiselves v;ith
the smiall things rather than the large problems.
After all I think it .depends upon the individual.
All things being equal give me a school committee man with
teaching experience.
(11) Any professionally minded, progressive teacher,
working in a first class system, ought to be a valuable
member of any school committee.
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However he must not presume because of his experience
and. knowled£:e of school proceedure to usurp the administrative
duties of the superintendent and principals of the school.
I be a little difficult sometimes for an experienced
teacher, sitting as a member of the school committee of
another town to remember that the administration of the
schoos is in the hand of the executive officer of the
comirittee, namely, the superintendent of schools. Such
a member must realize that he is only a member on the
school committee and outside of the school committee
mieetings he has not power individually over the school
in his t own
.
Certainly there should be somebody on each school
committee who has a deep interest for the schools and
the welfare of the pupils whose sole concern is not
how they miiy pinch and save a dollar here and there.
(12) In spite of some advantage, I do not believe
teachers should be school board members. Rather I should
prefer laym^en successful in their ov/n lines of endeavor to
have a broad social outlay" and capacity to distinguish
between questions of policy and matters of detail. My
brief experience on the board has not led me to change this
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CGITGLUSI Cls
It is of course, an accepted fact that the school coin-
mi ttee itself cannot adequately manage the school sj^stem.
The committee, therefore, hires a professionally trained
educator to act as its chief executive. There results then
the two departments of school government --the legislative,
managed by the school committee and the executive, managed
by the school superintendent.
Dr. Theisen states that a school board should:
” ( a) Choose a professi onally trained chief ex-
ecutive, centralize authority and responsibility
for results in him, and expect him to initiate
all policies; and then,
(b) Debate such proposed policies v/ith him in the
light of definite objective evidence and provide
the legislation necessary to secure efficient
result s . ”
We have exan:ined the most important duties that have
to be discharged by the official in charge of the school
sy stemi.
Is the m*em.ber of the board who is a teacher in another
school system of value because of his association with the
other school sy stemi? The writer would like to eay "Yes”.
Perhaps he can justly say "Yes".
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The majoritj'' of educational v.riters seem to stress so
much the delegation of authority to the superintendent that
it would almost seem that there is very little for the
school board to do other than to approve or disapprove the
actions and suggestions of the superintendent. However, in
that approval or disapproval lies the final decision of
everything. Therefore the board is supreme all the time.
The writer believes that right here in this last fact a
teacher member is of decided value. If the board gave the
superintendent authority but did not require that he submit
his ideas and intentions, the teacher member would be of no
miore value than anybody else on the board.
A dozer of the outstanding duties of the school auth-
orities have been carefully reviewed. The part played by
the board of education has been discussed. The part played
by the superintendent has been discussed, ii’inally in each
case, the valued contributions from the teacher member
conversant in many matters of education have been discussed.
This member is daily engaged in educational duties. He does
not engage in educational work only once every two v/eeks or
once a month at a board meeting. His experience is genuine.
He is conversant in many matters of education. I s he of
special value? The writer feels amply justified in saying
"Yes”
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